Abstract
Introduction
The past appraisal systems were more compliance-oriented. Today, the focus is on developing and supporting the professional growth of teachers (Figazzolo, 2013) . A comprehensive performance and professional development framework puts emphasis on quality teaching as a powerful means of improving student outcomes (Australian Institute for Teaching and School Leadership, 2012) . Similarly, linking different strands of teacher professionalism, namely, professional standards, induction, performance management and continuing professional development into a coherent cycle could raise standards and improve teaching (Walker, Jeffes, Hart, Lord, and Kinder, 2011; Evans, 2011) . Bubb and Earley (2008) acknowledge that performance management, if conducted systematically, is an effective way of holding teachers to account for the quality of their teaching. The recommendation in their study is to link individuals' development to the analysis of needs through performance management and career development as well as self-evaluation and school improvement. Pedder, Storey and Opfer (2008) concur, arguing for a symbiotic approach that integrates strands of teachers' development, characterised by a strong correlation between performance management processes and opportunities for continuing professional development (in Walker, et al, 2011) . However, Storey (2009) argues that the links between each of these strands are not yet fully understood and require further investigation.
This article seeks to examine how performance appraisals are conducted in the Further Education and Training (FET) colleges in South Africa. The key research questions are: what are the main purposes of the performance appraisal system in the FET colleges' sector? To what extent are the outcomes of performance appraisals used towards addressing professional development needs of college lecturers? The findings will contribute to the national discourse currently taking place regarding the need to initiate evidence based continuing professional development (CPD) programmes for FET college lecturers. The need for CPD is articulated well in the new Policy for Professional Qualifications of Lecturers in Technical and Vocational Education and Training (TVET) institutions issued by the Department of Higher Education and Training (DHET) in June, 2013. their work" (Stronge, 2006b in Flores, 2010 . The significance of feedback is at two levels. To those appraised, feedback conveys the view of the appraiser about the extent to which goals are met. At the organisational level, feedback is a communication platform about the strategic direction, goals and vision that everyone should aspire to. Feedback is said to increase commitment and motivation among the appraised, because it makes them feel like valuable members of the organisation.
The above discussion underscores the importance of exploring the linkages between appraisals and improvements in performance, an area identified as a major gap in the research conducted to-date on the FET colleges' sector. Central in the investigation is the issue of the dual purpose of performance appraisals and whether or not it has created any difficulties in fostering the link with professional development. A synopsis of the performance management system for FET colleges is necessary to contextualise the research problem.
Performance Appraisal System in the Colleges
The FET colleges are located at the nexus between the schooling system, universities and the workplace. The Integrated Quality Management System (IQMS) was introduced in schools as part of the system-wide reforms to transform education in post-apartheid South Africa. The IQMS is underpinned by the democratic principles of transparency, fairness, justice and equity. It was introduced in terms of Schedule 1 of the Employment of Educators Act that mandates the Education Minister to determine standards against which the performance of educators is evaluated (Government of South Africa, No.76 of 1998). Originally, three separate programmes existed, namely, the Developmental Appraisal System (DAS), the Whole-School Evaluation Policy (WSE) and the Performance Measurement (PM) system. These were subsequently combined to form the IQMS. In 2005, the IQMS was adapted for use in public FET colleges. This version consists of the developmental appraisal (DA) and the performance measurement (PM) programmes but excludes the WSE.
The IQMS is a regulated function. Formal performance reviews happen at defined intervals and are mandatory. The IQMS policy lists up to 13 standards against which the performance of lecturers is appraised. Standardised instruments and a personal growth plan (PGP) template for lecturers to record their training needs are provided. Lesson observations, perusal of student records, and self-assessment evidence compiled by the lecturer are some of the appraisal activities. Providing feedback is a requirement.
The IQMS has two main purposes. The developmental appraisal (DA) programme is used to determine areas of strength and weakness, and to draw up programmes for professional development. The performance measurement (PM) programme evaluates individual lecturers for salary/grade progression, affirmation of appointments, rewards and incentives. It is expected that both programmes should be implemented in an integrated way to ensure optimal effectiveness and co-ordination. However, their separate purposes are to be maintained (Department of Education, 2005) . The IQMS therefore has dual, but complementary purposes. Although the IQMS is prescribed by the national Department of Education, the implementation process is managed internally by the college principals. Structures that support implementation are: the Senior Management Team (SMT), the College Staff Development Team (ColSDT) and the Development Support Group (DSG). Thus, the functions, roles and responsibilities associated with performance appraisals are distributed across different role-players who occupy different levels within the college hierarchy.
Performance management is embedded within the broader systemic reforms to transform the FET college sector. Because introducing change in one part of the system inevitably affects the other parts, successful implementation requires a network of interactions between these different parts. This underlines the importance of looking at the IQMS processes holistically, using the systems theoretical perspective.
Theoretical Perspectives
The systems theory states that any given system involves several components that are dependent and connected to each other (Bertalanffy, 1968; Hutchins, 1996) . Among the first pioneers of the systems theory is the 18 th -century German philosopher Hegel who stressed that the parts of a system are dynamically interrelated and cannot be understood in isolation from the whole. , state that systems theory was formally conceived in the mid-twentieth century by a multi-disciplinary group of researchers, including Bertanlanffy (1968) , who shared the perspective that science had become reductionist and the various disciplines isolated. Accordingly, the systems theory recognises the primacy of organising relationship processes between entities (of systems) while emphasising a strong need for coordination, integration and alignment of interrelated and interdependent processes that take place at the MCSER Publishing, various levels of the system. Complexities in terms of purposes, processes and impact seem to characterise a number of systems. The systems perspective permits insight into the "what" as well as the "how" of the phenomenon (Banathy and Jenlink, 1996; Reigeluth, Banathy, & Olson, 1993) .
In this article, the investigation of the performance appraisal system occurs from a change process dimension. According to , systemic change is the process of changing a system from one paradigm to another by applying systems thinking and systems theory. In their view, systemic change is concerned with the creation of a completely new system rather than a mere retooling of a current system. The IQMS replaced the old inspection system. Its implementation pervades all levels of the system, namely, the classroom, the college, the district/provincial office and the national level. As such, the central concern in the discussion is that of consistency of application at the different sites of the college system and between the college sub-system and the supra-system (national level). The problem is conceptualised not as a whole (education system reform) to be taken apart, but as a part (performance appraisal) of the larger whole. Performance appraisal is analysed in terms of its purpose and the role it has in the larger context of promoting quality and accountability through professional development of lecturers. The policy behind the performance appraisal system is determined at the national level but its operationalization is left to the colleges. It is the interplay of complex relational aspects between a new national policy directive, that prescribes what is to be done and the implementation process (the how) influenced by the environmental factors at the college level that has caused a disequilibrium in the system.
As institutions, the FET colleges are open social systems. Open systems adapt to environmental changes and in a changing environment this becomes a continuous process (Banathy and Jenlink, 1996: 44) . Major reforms have been introduced into the FET colleges and the transformation process is on-going. Examining the functioning context of the education system in light of these changes is a part of this investigation. According to Ackoff and Emery (1972: 218) , "the state of the part can be determined only in reference to the state of the system. The effect of change in one part or another is mediated by changes in the state of the whole". Given that the IQMS is a complex set of interdependent and interacting activities such as its policy design, planning and capacity building, training and resource allocation, administration of instruments, communicating feedback, deciding on rewards/incentives and advancing professional growth and development, this requires coordination and integration of these interdependent activities across all system levels. The systems theory emphasises the importance of integration, interrelatedness and interdependencies of the different components of the system, to avoid fragmentation and lack of synergy.
At the macro-level of the system, performance management is influenced by government policy. The national government ought to play an oversight role during implementation to ensure consistency in the application of the IQMS processes. Furthermore, the macro-system needs to ensure consistency of messages and information about performance management as well as clarifying roles and responsibilities through the value chain. At the provincial level, the administrators need to support the implementation of the IQMS policy, and continuously monitor the performance management activities carried out by the colleges and take remedial action where necessary. At college level, the principals should establish viable appraisal conditions and secure the quality of appraisal procedures. Thus, principals need to put reliable control measures in place to ensure that credible performance appraisals are conducted efficiently and effectively. Quality feedback is of essence for planning professional development programmes. The success of the principals in carrying out these responsibilities depends on the nature and amount of support received from the provincial and national offices. In this regard, performance appraisals should be orchestrated into a coherent operation to ensure a consistent and an equitable process across all levels of the system.
A reciprocal relationship between the college, the provincial and the national level needs to be nurtured for effective management of performance appraisals. Depending on whether colleges are convinced that the macro-system is doing its maximum to provide direction and support, colleges may not feel an obligation to reciprocate through hard work, loyalty and commitment. To emphasise, Magolis (2010) states that the performance of the system depends on how the elements work together and not how each element works independently. As Banathy and Jenlink (1996: 47) argue, systemic "educational change will become possible only if the educational community will develop a systems view of education, if it embraces the systems view and if it applies the systems view in its approach to change". This inquiry is guided by a combination of elements from a functions/structure and process models of a social system. The evidence on the process of IQMS implementation will elucidate what the successes are and where the weaknesses lie. Before presenting the evidence the method of inquiry is discussed. 
Research Methodology
This article reports selected findings from a large scale survey of the training needs of lecturers teaching fundamental subjects in the FET colleges. This study, led by the author assisted by a senior researcher and two data analysts, was commissioned in 2012 by the South African College Principals' Organisation (SACPO). The study used the mixed method approach for "purposes of breadth and depth of understanding and corroboration" (Johnson, Onwuegbuzie and Turner, 2007:123) . The aim was "to produce a more complete picture by combining information from complementary kinds of data or sources" (Denscombe, 2008:272) . This was to secure an in-depth understanding of performance appraisal practices in the colleges, while also focusing on how performance appraisals link with professional development of lecturers. A review of official government documents and existing literature from national and international studies on the topic was also conducted.
Instruments
Three questionnaires were developed. Tool A was for the curriculum management teams. Tool B was for subject lecturers. These were self-administered at each of the fifty colleges. Then, Tool C, a semi-structured questionnaire, was used during focus group discussions with subject lecturers and managers. These different sources of data enabled a reasonable degree of triangulation. The fourth, Tool D for college principals and campus managers was administered in the Eastern Cape only. To maintain focus on the perceptions of lecturers, data from Tool D are excluded in the analysis.
Sampling
Purposive sampling was followed. The aim was to include all fifty FET colleges in the study. Four lecturers, one for each of the four fundamental subjects on the National Curriculum, Vocational (NCV) programme were targeted. In addition, the manager responsible for the programme from each college was included in the sample. Table 1 below shows the actual sample obtained. Once submitted, the questionnaires were prepared for data entry, coding and for capturing. All questionnaires were checked for completeness before coding. Data was captured on EXCEL spread-sheets. The SPSS programme was used for processing the quantitative data. Partially filled or questionnaires with non-essential information were discarded. From the qualitative data, themes were derived and data categorised accordingly.
Findings
The overarching aim of this inquiry is to explore how performance appraisals are conducted and the extent to which the outcomes of appraisals link with professional development efforts to improve performance of lecturers. The questionnaires solicited information on such aspects as the process and frequency of appraisals; procedures followed when conducting appraisals; participation by different role-players; views on the value and use of feedback. These are discussed in detail later. First the response rate on the questionnaires is presented in Table 1 . The actual returns exceeded the target because FET colleges have multi-campuses and the NCV programme may be offered in more than one campus. The main rationale behind this training needs assessment study was to determine in which competency areas lecturers needed professional development. The concern is the wide-spread problem of either unqualified or underqualified lecturers which is believed to be having an adverse effect on the quality of teaching and learning and, therefore, the major cause of poor student performance. Table 2 below reflects progression and throughput rates among students studying the fundamental subjects on the NCV programme.
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Student Progression in the Four Subjects
The profile of the student body in the FET colleges is very complex because of diverse academic backgrounds. Some pass grade 9 and move into an FET college. Others have either attempted or passed grade 12 while there are those mature students who having been already working, decide to study for a formal qualification. On the NCV programme, English and Life Orientation are compulsory for all students and they have a choice between Mathematics and Mathematics literacy. There is a notable wastage among students as they move from one level to the next. The table below shows the progression rates of students in each of the subjects in the years 2010 to 2011. While these values are very low, indicating high drop-out rates, they may even be lower if repeaters were excluded. The values in the table above show English and Mathematical Literacy with lowest progression rates followed by Life Orientation. Mathematics appears as having the highest progression rate. However it should be noted that students who register for mathematics would be students who are enrolled for mathematics related fields (such as Engineering Studies) where the entry requirement is higher. One can then conclude that teaching and learning in these four subjects is of poor quality, making it absolutely necessary to establish an effective appraisal process that provides a sound diagnosis of areas where lecturers require training and development. The quality of the lecturer has often been blamed for poor student performance. Over the years, the initial preparation of college lecturers has been erratic and uncoordinated. Some lecturers have academic university degrees or advanced university level teaching qualifications, while others only have an end-ofcollege certificate, known as the N6 certificate. In between, a large number of lecturers hold diplomas/degrees without any professional qualifications. This has dire consequences for the achievement of learning outcomes (Mgijima and Morobe: 2012; Mgijima, 2013) . The Developmental Appraisal (DA) aspect of the IQMS was conceived with the aim of appraising individual educators to determine areas of strength and weakness, and to draw up programmes for individual development. A constant review of lecturer performance is therefore essential in establishing a systematic process of planning training and development programmes of college lecturers. A look at the purposes of the IQMS will shed light on whether appraisals are perceived as making a meaningful contribution to professional development of lecturers.
Performance appraisals and rewards
Generally, performance appraisals may yield intrinsic and/or extrinsic rewards. As already established, the performance measurement (PM) component seeks to evaluate individual lecturers for salary/grade progression and for affirmation of appointments. When lecturers were asked why they thought the IQMS was introduced, almost 100% of respondents reported that it was for the salary notch increase, with a few saying it was for pay progression that they qualified for. The lecturers claimed this happens largely without any structured feedback from performance reviews. Yet the IQMS policy requires appraisers to provide the appraised with feedback on areas where performance is found to be good or where weaknesses have been identified.
In the focus group discussions, some lecturers indicated that they automatically received a salary increase by virtue of having "filled the appraisal forms even if classroom observation is not done". Others voiced mixed opinions about the "wisdom of using performance appraisal results for salary increases". About 84% of the managers confirmed that awarding a 1% salary increase was the main outcome of the performance appraisal. Thus, linking pay decisions (the extrinsic reward) with appraisal appears to be the most popular reason behind the IQMS.
However, without structured feedback, it is unclear how these pay decisions are made. Normally, incentives are meant to reward achievement of specific performance goals. Measurement is usually expressed in terms of an overall or summative rating that must be discussed with the appraisee. The IQMS has predetermined rating scales. All that the appraisers do is to tick the relevant boxes. This often gives rise to problems in terms of the validity and accuracy of such ratings. Without a consistent method of arriving at summative scores, PM becomes highly problematic. The above finding reveals some of the weaknesses inherent in the PM process. We turn now to look at the intricate processes of developmental appraisal.
Appraisal results and professional development
Developmental appraisal is conducted to determine areas of strength and weakness, and to help draw up professional development programmes. Lecturers were required to attach their Personal Growth Plans [PGPs] when returning the questionnaires. The analysis of the plans resulted in a list of priority areas where the majority of lecturers indicated they needed training. It is a legitimate expectation that once identified their specific training needs would be addressed. This constitutes the intrinsic reward from which lecturers ought to benefit. Table 4 below summarises actions taken after appraisals have been conducted: Source: Mgijima (2013) That 53% of respondents said their documents are filed and no assistance given to help improve on weaknesses is a serious concern. During the focus group discussions, one lecturer remarked that the opportunities for them to enhance their skills and competence were "pathetically limited". The 20% of respondents who are sent out for short course training indicated that the training did not target the specific areas of weakness as listed in their PGPs. Effectively, this implies that only about 25.5% of the respondents believe they meaningfully benefitted from the performance appraisal process although the impact of assistance from senior lecturers is yet to be assessed (Mgijima, 2013) . Emerging from the focus group discussions was that only to a small extent were appraisal outcomes discussed between lecturers and appraisers. The majority claimed never to have received either a verbal or a written report after being appraised. As a result they were not sure in what areas their performance was found either to be satisfactory. They contended that performance appraisal for them was a mere formality, and therefore a waste of time more so that the financial reward was reduced from 3% to 1%. It can thus be deduced from the evidence above that there is no deliberate effort to link the appraisal process and the planning of professional development programmes. This is a deviation from the core objectives of the DA programme. This further reduces the usefulness of appraisals and diminishes the possibility of enhancing performance improvement among lecturers. Whilst about 2% in the sample reported that they had not undergone any performance appraisal in 2011, the majority of the lecturers in the focus groups felt that the current system is less than adequate for purposes of responding to their developmental needs. Given these findings, the IQMS has become a highly skewed process, lacking a balance between developmental and accountability purposes. This suggests the manner of conducting appraisals as the main cause.
Appraisal procedures and activities
Almost all respondents acknowledged the existence of standardised IQMS instruments. However, probing during focus group discussions on how these instruments were used revealed differing views on the IQMS activities and procedures. Regarding activities, the majority of the respondents mentioned as most common self-evaluation and classroom observation, whilst only a few listed peer interviews and perusal of student achievement results. Only about 6% of respondents mentioned the use of portfolios of evidence on moderation and or reviews of subject files as additional sources of information required by the appraisal teams. On classroom observations, one lecturer remarked during focus group discussions that instead of giving us guidance, "the assessment of lessons is about ticking a box exercise that is not helping us to improve teaching". This evidence shows that there is little consistency in the manner in which performance appraisals are conducted. There was also no evidence that the instruments are applied rigorously, fairly and consistently across the colleges.
Furthermore, lecturers were asked to comment on how and when they got feedback after appraisals. The focus group discussions indicated that providing feedback did not happen in a systematic manner. Despite the prescribed manner of giving feedback, scheduling feedback meetings was done at the discretion of individual supervisors or appraisal teams. Lecturers said feedback sessions were sporadic. One respondent attested, "it could be months before we received any feedback, depending on the workload of seniors at the time". From the survey, about 88% of respondents claimed that they had not yet received feedback from their supervisors (excluding salary adjustments) after the performance appraisals conducted in 2011. During the discussions, lecturers pointed out that the multiple structures involved in performance appraisals weakened the control of the process by the college principal which compromised quality and consistency. Although some lecturers and managers agreed that the IQMS was of some benefit, others raised concerns about the real purpose and method of appraisals.
In the focus group discussions, lecturers were quite vocal about their fear of coercive control of the appraisal process by some supervisors. They indicated that the IQMS "was open to abuse by the seniors". They noted bias and subjectivity when scoring was done and felt that extra pressure was put on them when they have to prepare documentation for appraisals because they were "not always prepared". A common comment from both lecturers and managers during the discussions was that lecturers think appraisals cause demotivation and low morale because there was no help afterwards. It was also claimed that after appraisal there was no clear procedure for follow up and support.
None of the respondents understood the role of provincial officials during performance appraisals despite it being a policy requirement that these officials should support and monitor the IQMS process. Also, there were no external moderation procedures in place. In fact, there is no evidence of involvement by provincial or national departmental officials in the appraisal processes whatsoever. The lecturers also thought the IQMS structures were not effective. This seems to have severely affected the credibility of the IQMS process with some saying the track record of the IQMS in the colleges is not impressive. Others perceived its implementation as having serious flaws. As a result they regarded the IQMS as a mere compliance issue that was unimportant for their career goals.
Discussion
These findings imply that arrangements for IQMS could be somewhat ad hoc, failing to link sufficiently the strategic goals of the college sector with personal development plans of lecturers as originally envisaged in the policy. Partly, the evidence points to a disjuncture between the policy intents and what has become of the IQMS in practice. There seems to be a great deal of confusion about the process, ending with a watered down version of the IQMS.
Distinctions between performance measurement and developmental appraisals were noted. The IQMS policy regards both as equally important but tensions between them are not effectively managed. It is evident that operating a performance appraisal system is complex. Failure to apply systems thinking during the design and implementation stages seems to have contributed to the current challenges, making the IQMS less successful. This assertion also indicates failure on the part of policy makers to generate confidence for the introduction of the IQMS through their oversight function.
Barring the few and minor changes effected, colleges are using an IQMS version that was originally designed for schools. Its fitness for purpose is therefore questionable. Furthermore, performance appraisal is a bureaucratic exercise that relies on standardised measures. This means that there is no flexibility to accommodate the different contexts and historical backgrounds of the colleges. The ineffective or limited control by college principals means there is no safeguarding quality and consistency of the IQMS process.
The use of multiple role-players in performance appraisals has created room for a wide variation in the application of procedures and instruments due to lack of monitoring and moderation by the departmental officials. Yet the use of teams in appraisals, if done procedurally, could enhance collegiality, collaboration and team work through exchange of advice and mutual support. It would enhance better dialogue and openness between lecturers and the appraisers, thereby enabling lecturers to become more actively involved in their appraisals.
Taking cognisance of the dual purpose of the IQMS, findings reveal that performance measurement for pay decisions takes precedence over the developmental objectives. For example, assessment of performance to see whether standards are met is not done, whilst appraisal for developmental purposes is grossly neglected. Focusing on pay decisions only gives a lopsided view of the IQMS making it inconsistent with its own objectives. Yet, the purpose of the IQMS is to hold individual lecturers accountable for student achievement whilst also responding to their identified development needs. It is indeed imperative that a performance appraisal system be well-balanced to achieve both purposes.
Conclusion
In light of the above discussion, it may not be far-fetched to argue that the majority of participants regard the performance appraisal system as ineffective. Whilst the intentions of the IQMS are good, the findings unequivocally show that the flaws are in the design and in the implementation processes of the IQMS. In terms of its design, the IQMS is a multifaceted and complex programme that is not well-understood in the Further Education and Training colleges. The analysis shows that the manner of its implementation is inconsistent and its efficacy value is low, both emanating from its dual purpose, poor use of professional standards to measure performance, and lack of management control to conduct effective appraisals. From the systems theoretical perspective, the contention is that given the findings, the challenges are serious and require more than minor adjustments or amendments.
The greatest weakness is that a narrow traditional view that favours pay decisions has taken precedence over the strategic approach of conducting performance appraisals for promoting professional development. This is antithetical to the core objectives of the IQMS. As a result, appraisals are counter-productive and do not lead to excellence in performance. The appraisal results cannot be regarded as reliable and valid, nor as relevant and accurate. This makes it difficult to even determine the professional competency of lecturers. In view of this, the IQMS therefore, serves no real purpose in determining the professional development needs of the vast majority of the lecturers participating in the research. Corrective measures are needed to redirect the IQMS to the desired outcomes.
Recommendations
Performance appraisal and subsequent CPD is an investment that can help FET colleges stimulate lecturer development and maximise performance excellence. Colleges need a robust performance appraisal system that is synergistically aligned horizontally with the sector strategy and vertically integrated to the national goals. A redesign of the IQMS is therefore recommended. A new model could be based on specified competences, with unambiguous criteria, and reliable ratings. Giving continuous and quality performance feedback must be emphasised. A consultative and collaborative approach needs to be followed when redesigning the IQMS. These changes are necessary to ensure consistency between the operational form and the purposes of the redesigned performance appraisal system. Only then can the performance data be credible for use in planning relevant professional development programmes for lecturers.
The greatest limitation of this study was the inability to observe performance appraisals due to time constraints and inadequate financial resources. More research on the impact of the IQMS policy in the FET colleges is recommended to gain insights into the strengths and weaknesses of the current model.
